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The After Action Review Report (AARR) will be required immediately following a formal 
After Action Review (AAR) and assist in sharing lessons learned to enhance firefighter 
safety, training, and organizational performance. The AARR is designed to provide all 
Department members with timely feedback and information regarding a serious or 
unique all-hazard emergency incident or training exercise. 

Utilize the Standards of Command to frame your responses: Assumption of Command, 
Situational Awareness, Operational Risk Assessment, Communications, 
Objectives/Strategy/Tactics, Resource Deployment, Incident Organization, 
Evaluation/Revision and Transition of Command. 


Instructions: Genuinely list what transpired in sufficient detail and clarity. KEEP 
FOCUSED ON THE WHAT AND NOT THE WHO. Forward a copy to your respective 
Assistant Bureau Commander upon completion. 


Attach Incident Archive Link 

N/A 


Attach Genesis Audio Recording 

N/A 


SUMMARY 


On Thursday, November 8, 2018 at 1424 hours, a vegetation fire broke out in the Santa 
Susana Mountains above Simi Valley, California. Over the course of the next several 
days the fire consumed 96,949 acres of land, destroyed over 1,600 structures, 
prompted evacuations for more than 295,000 citizens and tragically took the lives of 
three people. The Woolsey fire, as it became known required the collaborative effort of 
hundreds of Strike Teams from across the nation to protect the homes and people of 
the Ventura and Los Angeles Counties, including the communities of West Hills in City 
of Los Angeles (City) and the contracted area of Bell Canyon. 

In the first few days of the destructive wildfire, the Los Angeles Fire Department (LAFD) 
provided its maximum deployment of ten (10) Type I Strike Teams and one (1) pre¬ 
positioned Type III Strike Team. The commitment of resources left fire station districts 
with minimal coverage, requiring the need for Regional partners to assist with fire 
protection in several districts within the City. 

In addition to the unique challenges of the destructive, wind-driven wildfire in 
neighboring Counties, the weather changed on the second day and posed threats to the 
communities of West Hills, and Bell Canyon (a contracted fire protection area of Ventura 
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County by the LAFD) causing voluntary and mandatory evacuations for the citizens in 
the area. 

The Department Operations Center (DOC) was stood up to a Level II status and the 
Emergency Operations Center was activated at a Level III, their lowest level, to assist 
with communication, coordination and support of the massive deployment and potential 
threat. 

The Emergency Operations Geographic Bureau Commanders were challenged with 
assuming roles as the Agency Administrator, Deputy Department Commander (DDC) 
and assignment to the Evacuation Branch of Woolsey Incident Command. The 
Department Duty Officer (DDO) was tasked with the coordination and support of 
resources and staffing for the next several days and would initiate a Level II recall effort 
Department-wide, requiring the members of the off-going platoons to hold over. 

It should be noted that even as some LFD members and their families were directly 
impacted by the fire itself, the commitment of volunteerism by our members, from the 
firefighter to the administrative staff to fill critical resources and positions was 
unprecedented. 

This After Action Review Report (AARR) will discuss the challenges, successes and 
failures of the command operations in supporting resources, staffing and operations as 
a result of the Woolsey Fire. Additionally, the report identifies lessons learned regarding 
internal LAFD operations in effort to develop additional policy, process and/or 
procedures to support future large-scale incidents that rise to the same or higher level of 
response. 

CHALLENGES 


• Due to the significant deployment of resources (Strike Teams) and staffing 
(Overhead) to a wildfire in adjoining counties, the Department was challenged 
with meeting minimum levels of response capabilities for normal operations. 

• In addition to the Woolsey Fire there was a concurrent threat in the City with an 
extremely high Brush Burning Index, Santa Ana wind condition and reduced 
resources and staffing for several days. 

• Tracking of individual resources initially deployed as Task Forces and Strike 
Teams to the Woolsey Incident on the first day was not clearly captured by MFC, 
causing confusion about available resources in the Department and the need to 
fill them. 
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• Decisions needing to be made by the DDC exceeded the abilities of a singular 
individual. 

• Inability of the Department Operations Center (DOC) to acquire, accurate real¬ 
time information about the status of the Woolsey Fire and its potential impact to 
the City. 

• Not having the DOC facilitator present to manage and coordinate the positions 
and staffing at the DOC. 

• Since the organization was divided into four (4) Geographic Bureaus with the 
oversight of an Emergency Operations (EOPS) Commander, a codified policy to 
identify roles, responsibilities and procedure in coordination with the DDO and 
DDC have not been identified for large-scale emergencies (catastrophic or 
complex). 

• A significant number of requests by political figures to check on specific 
addresses of homes to ensure their protection distracted from Department 
leadership to accomplish priority objectives. 

• Concerns that Woolsey Command was overwhelmed and wasn’t considering the 
wind-shift on the second day and the potential threat to Bell Canyon and West 
Hills. 

• Not having a Deputy Operations Chief from LFD at the Woolsey Fire challenged 
the LFD Assistant Chief working in the capacity of the Operations Section Chief 
(OSC) in identifying concerns for the City and Bell Canyon. 

• The lack of knowledge within the Department that Woolsey 1C planned to 
evacuate the communities in the City in relation to the threat in the area of West 
Hills along the Eastern flank of the fire caused disorganization and a lack of 
coordinated communication to the public. 

• Not having an Agency Representative from LFD to support the resources 
deployed and make decisions on matters affecting agency participation created 
logistical issues for Department Strike Teams. 

• In the initial attack, deployment of the LFD Public Information Officer (PIO) with 
no additional back up to support agency PIO duties during multiple high hazard 
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days in the City and an absence of information to provide citizens about the 
effect of the Woolsey Fire to the City left the Public Service Officers (PSO) 
providing delayed information. 

• Having a Repopulation Plan separate from the incident and without the 
knowledge of the Branch Director and Division Supervisor at the Woolsey Fire. 

• Repopulation of residents in Bell Canyon at night with damaged and destroyed 
homes and lack of critical infrastructure in place to support their habitation. 

• Automatic Aide Agreements of providing fire service protection for a separate 
County and determination of what would be reasonable service after mitigation. 

• Utilizing Battalion 17 Headquarters for Evacuation and Repopulation Planning 
posed an inconvenience for the assigned Battalion Command Team and Fire 
Station. 

SUCCESSES 


• Pre-positioned mutual aid resources and personnel is a benefit to the expeditious 
response of critical resources to areas of threat during extreme weather 
conditions. 

• Identification and selection of a Bureau Commander into Unified Command early 
at the Woolsey Fire proved to be advantageous to providing objectives to protect 
the City’s values at risk. 

• Identifying roles and responsibilities for the members operating in the DOC 
provided clear direction and a reduction of duplication of efforts. 

• Communication between the DDC and DOC allowed for increased situational 
awareness, defined goals for the Department and provided continuity in 
command. 

• Assigning members from the Fire Station to assist with augmenting critical roles 
at Operations Central Bureau (OCB) proved to be advantageous in supporting 
and coordinating Department staffing during recall. 
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• Selecting a Bureau Commander into Evacuation Branch allowed for coordination, 
ensured the City’s values at risk were being addressed and allowed the DOC to 
coordinate evacuation and rehousing for the City. 

• Coordination and communication with LAPD during Evacuation and Repopulation 
was seamless. 

• Relationships with all participating agencies were exceptional. 

• Identifying a geographical area (Staging) to coordinate LAPD and LFD resources 
for Evacuation and Repopulation Contingency Planning allowed for responders 
to be close in proximity to the area of impact and provided for expeditious 
response. 

• Deploying Orange County Engine Companies strategically throughout the City 
allowed for additional coverage and fire protection for districts without water. 

FAILURES 


• Inability to assign Overhead Personnel from the Field Incident Management 
Teams (FIMT) or deploying an entire FIMT to fill critical positions and work with 
the Incident Management Team at Woolsey to ensure the City’s values and 
interests were protected. Members meeting this criteria were already assigned to 
the incident or working in some other capacity. 

• The lack of notification to the field that the DOC was operational and instructions 
on how to communicate regarding resource status in the Battalions. 

• During the initial attack of the Woolsey Fire there was minimal accountability of 
resources deployed outside the City by Metro Fire Communications (MFC). 

• The DOC did not have a defined communication process for incidents occurring 
outside the City in order to obtain information about potential impact to the City. 

• Division Supervisors and deployed Strike Teams at the Woolsey Fire were 
requesting resources directly from MFC and bypassing the chain of command 
within the incident. 
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• The DOC Coordinator was deployed with no back up coordinator to organize and 
assist with process and staffing. 

• The initial DDC’s span of control was exceeded during initial attack, causing an 
inability to keep up with tasks and decisions needing to be made in the early 
stages of the fire. 

• The DOC was not activated until the 2 nd day causing a reactionary response in 
identifying a lack of resources and staffing needed to operate the Department at 
a minimum level. 

• An Agency Representative (AREP) was not designated once the initial AREP 
transitioned to Unified Commander (UC), causing deployed Strike Teams to 
provide logistical support for themselves in the first 72 hours. 

• Repopulating citizens at night in communities that did not have infrastructure in 
place or hazards that were not addressed caused unnecessary risk to residents, 
first responders, and a lack of resources to appropriately manage the recovering 
and resiliency measures. 

• Notification to the Branch Director and Division Supervisor operating in the 
Branch where LFD and LAPD were tasked with repopulating communities in Bell 
Canyon and West Hills did not occur until arriving on scene. 

LESSONS LEARNED 


• Policy should be developed to address when the deployment of resources 
outside or inside the City reaches a particular threshold that activation of the 
DOC occur in order to support and coordinate communication, staffing and 
resource commitment within the Department. 

• Policy should be developed to define the roles and responsibilities for the DDC 
and EOPS Commander for complex and catastrophic incidents. 

• Policy should be developed to define the role of the DOC in supporting and 
coordinating resources, staffing and communication for the Department with 
defined activation levels and procedures for notification. 
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• Policy should be developed to provide organization within the DOC and consider 
reducing the number of teams, require additional training and define specific 
positions within each team. 

• When the DOC is activated to a Level II the EOPS Commander should assume 
the role as DDC and should communicate directly with the DDO to make 
decisions about the Department. This will allow for the Geographic Bureau 
Commanders to maintain Area Command if necessary or fill critical roles at a 
large-scale emergency. 

• Policy should be developed to identify thresholds and a mechanism for 
requesting Regional assistance to backfill Department Fire Stations and a 
process of notification to Battalion Commanders, identifying agency policy and 
capabilities for response. 

• Develop curriculum regarding DOC awareness, activation, procedures and 
responsibilities to be delivered at Chief Officer Continuing Education Program 
(COCEP) and Officer Continuing Education Program (OCEP). 

• A system should be developed by MFC to account for multiple resources 
deployed outside the City in a compressed timeframe and to maintain resource 
accountability until DOC activation. 

• Span of Control should always be considered at every level. Delegation to 
Geographic Bureau Commanders may assist in sharing the burden of command 
and reduce any singular individual being overwhelmed. 

• Utilizing the DOC Liaison Officer (LOFR) is beneficial in acquiring real-time 
information from MFC and from an incident outside of the City. The LOFR 
representing the DOC should be communicating with the LOFR from the incident 
and always identify themselves of their intent. 

• The DOC coordinator should prioritize the coordination of the DOC over 
deployments or staffing of other resources, or otherwise develop an additional 
coordinator that is well versed in the operations of the DOC. 

• Order and deploy Field Observers (FOBS) to provide real time information and 
reconnaissance to address specific requests from political figures during a large- 
scale incident. 
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• When an incident occurs outside the jurisdiction but affects values at risk in the 
City, ensure appropriate representation is in Unified Command and key positions 
are filled with LFD personnel. 

• Always ensure an AREP is supporting Strike Teams outside of the City with 
logistical needs and agency decisions affecting deployment capabilities. 

• Having a designated PIO to communicate to the media about the status of the 
Department and City is imperative. A backup PIO should always be in place 
when competing priorities for staffing exist. 

• Developing plans separate from an incident that impacts the City can create 
confusion and duplicate efforts, ultimately wasting resources. When an IMT is 
activated to manage a large-scale incident every effort should be made to work 
through the incident to raise concerns about the potential threat. 

• Repopulation should transpire during the daytime when possible. Infrastructure 
should be considered when determining whether to rehouse but is not always 
necessary. Safety of residents and first responders should be a priority. The 
opportunity to lean forward and accompany homeowners when properties are 
lost or damaged should always be considered. Information (flyers) on rehousing 
considerations and contact information for City services should always be 
handed out. 

• Consider reviewing fire protection service agreements for the contracted area of 
Bell Canyon and determine level of response and recovery. 

• Consider the use of fixed Command Post Vehicles (CP2 or CP3) and personnel 
from the Critical Incident Planning and Training Section (CIPTS) when operating 
remote staging areas, operational areas or when requiring planning, coordination 
or logistical support for a large volume of resources. 

• Continue to pre-position resources and personnel for the expeditious response of 
critical resources. 

• Develop agency guidelines and about when or when not to enter and/or exit into 
Unified Command. 
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• Develop a DOC Operations Manual and adopt into the Department Library in 
order to ensure seamless communications, coordination and support of 
operations within the Department during a large-scale incident. 

• Update Recall Procedures as soon as practical. 

• Develop a plan to incorporate OCB personnel to DOC to ensure seamless 
coordination of staffing for the Department when the DOC is activated at a level II 
or higher. 

• Continue to maintain relationships with assisting agencies and meet at least 
quarterly to discuss and train on Evacuation/Repopulation at large-scale 
incidents. 

• Ensure resources assigned to evacuation from LAPD and LFD have large 
staging areas and are supported logistically. 

• Consider leaning forward on deployment of the FIMT whether an incident is in 
the City or affects the City. If personnel are not available from a singular team, an 
attempt to identify personnel from multiple teams to make up at least the 
Command and General Staff should be considered. 

• Always communicate with the field through the Department Intranet regarding the 
level of activation and deactivation of the DOC. 

• Discontinue requesting resources through MFC when assigned to an incident 
outside of the City and go through the Division Supervisor, Branch Director or 
Operations of the incident assigned to. 

INJURIES/DAMAGES 

N/A 

SAFETY ISSUES FOR REVIEW 

N/A 

REFERENCE MATERIAL 


(See Photo of AAR) 
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